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Applying Fuzzy Multi-Criteria Decision Method
to the Evaluation of the Hosts of Taiwan
TV-Shopping Channels
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Abstract

The purpose of this paper is to solve the problem of selecting the most
suitable hosts of TV-shopping shows in Taiwan, by formulating a
decision-making algorithm adjusted to the experts’ professional consensus in the
TV-shopping industry. Starting with reviewing the literatures and interviewing the
practitioners, we collect twenty sub-criteria. Then factor analysis is applied to
condense twenty sub-criteria into five criteria to construct the hierarchical
structure. Besides, the fuzzy Delphi method is integrated with the eigenvector
method to form a set of pooled weights of the extracted criteria. The concepts of
triangular fuzzy number and linguistic variables are used to assess the preference
ratings, including ‘importance’ and ‘appropriateness’ of linguistic variables.
Finally, by the hierarchy integration we obtain the respective final scores of
candidates, and apply Chen’s ranking method for choosing the most suitable

program host.
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1. Introduction

After annually restructuring TV channels in 2005, Government Information Office
of Taiwan retained exclusive channels for emerging TV-shopping industry. As
TV-shopping channels have been increasing and the industry prospering, a more specified
and scientific selecting method is essential to the more complex decision-making of
developing show hosts, a critical source of core competitiveness. Numerous researches
have been conducted to demonstrate the strategic implication of a suitable host to a
successful TV-shopping show. Hosts and callers usually interact to create a frenzied
atmosphere designed to goad viewers into making purchases (Cook, 2000). And
Audiences love to watch TV-shopping programs and hosts can easily motivated viewers
to purchase (Stephens, Hill, & Bergman, 1996). As a result, researchers declared that
Quality Value Convenience, a US television shopping corporation, made amazingly 2.8
million turnovers because of successful show hosts. Though selecting the suitable hosts is
crucial for the TV-shopping industry, few attempts have so far been given to the point
specifically.

The TV-shopping host selection process depends on a variety of factors and criteria.
Some criteria are qualitative by nature and often depend on experts’ judgment of
approximation. Such factors involve a great degree of linguistic deficiency (Klir, Wang,
& Harmanec, 1997); in other words, we cannot elicit the complete, precise, and reliable
knowledge from the experts. Meanwhile, the assessment of alternatives with respect to
various criteria and their importance weight often depend on experts’ judgment of
approximation. Due to the existing fuzziness in decision making as mentioned above, a
new approach based on fuzzy set theory to measure such fuzziness appears to be one of
the feasible solutions for us to handle such difficult problems. In this paper, an algorithm
of TV-shopping program host selection is proposed on the basis of fuzzy set theory
(Zadeh, 1965), pairwise comparison (Saaty, 1980) and fuzzy Delphi method (Hsu, 1998).
In addition, we apply factor analysis to condense evaluation criteria to construct the
hierarchical structure of TV-shopping host selection. The normal triangular fuzzy
numbers (Dubois & Prade, 1978) and the linguistic values are utilized to assess the
preference ratings of linguistic variables (Zadeh, 1975a; Zadeh, 1975b; Zadeh, 1976).
Section 2 discusses the definition and sources of sub-criteria. Section 3 summarizes the
methodology of this paper. Section 4 presents a Taiwan case study of TV-shopping

program host selection, and Section 5 is the conclusion.

2. Definition and sources of sub-criteria

With reviewing the literatures and interviewing the experts of this industry, we

collect twenty sub-criteria for selecting TV-shopping hosts, as shown in Table 1 and



Applying Fuzzy Multi-Criteria Decision Method to the Evaluation of the Hosts of

Taiwan TV-Shopping Channels

Table 2. We use the questionnaires that based on the Likert seven-point scales to evaluate

the importance of sub-criteria. In this paper, the threshold level is 70%, that is, the

sub-criteria on which the geometric mean values of the forty respondents are less than 4.9

were excluded.

Table 1. The Sources of TV-shopping Program Hosts Selecting Sub-Criteria

Sub-criteria

Contributors

2C, : Creativity

2Cy: Adaptation

to company

2Cy: Interpersonal
skill

2Cy: Teamwork

2Cs: Cognitive
ability

2Cs: Expertise

2C;: Related

experience

Anderson (2003); McClough & Rogelberg (2003); Anderson, Lievens,
van Dam, & Ryan (2004); Van Vianen, Taris, Scholten, & Schinkel
(2004); Chen & Cheng (2005)

Chang & Cohen (2003); Messmer (2003); Anderson et al. (2004); Chen
& Cheng (2005); Grieves & Hanafin (2005); Peppas (2006)

Cook (2000); Bauer, Truxillo, Sanchez, Craig, Ferrara, & Campion
(2001); Steiner & Gilliland (2001); Gudelunas (2002); Jones, Brasher,
& Huff (2002); McClough & Rogelberg (2003); Anderson et al.
(2004); Chen & Cheng (2005); Nickson, Warhurst, & Dutton (2005);
Seol & Sarkis (2005); Gibney & Shang (2007)

Jones et al. (2002); McClough & Rogelberg (2003); Anderson et al.
(2004); Chen & Cheng (2005) ; Kent, Taylor, & Turcilo (2006)

Lievens, Corte, & Brysse (2003); McClough & Rogelberg (2003); Roe
& van den Berg (2003); Anderson et al. (2004); Van Vianen et al.
(2004); Chen & Cheng (2005); Seol & Sarkis (2005); Jun, Liang, &
Ye (2006)

Breaugh & Starke (2000); Steiner & Gilliland (2001); McClough &
Rogelberg (2003); Messmer (2003); Roe & van den Berg (2003);
Anderson et al. (2004); Chen & Cheng (2005); Grieves & Hanafin
(2005); Seol & Sarkis (2005); Richey, Tokman, & Wheeler (2006)

Bauer et al. (2001); Steiner & Gilliland (2001); Anderson (2003);
Lievens et al. (2003); McClough & Rogelberg (2003); Messmer
(2003); Roe & van den Berg (2003); Van Vianen et al. (2004); Grieves
& Hanafin (2005); Nickson et al. (2005); Bradley (2006); Peppas
(20006)
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2Cq: Education

2Cy: Appearance

2C)o: Ability to

follow orders

2C1 1: Personnel
attitude

2C)y: Flexibility

2(C5: Motivation

2Cyy Living

experience
2Cys: Familiarity
?C6: Confidence

2C17I

Expressiveness
2Cs: Response

2C19: Desire of

performance

2Cyy: Adaptation

to environment

8% > % 3% 2007 & 117
Roe & van den Berg (2003); Grieves & Hanafin (2005); Nickson et al.
(2005); Bradley (2006); Peppas (2006)
Jones et al. (2002); Nickson et al. (2005); Peppas (2006)

Jones et al. (2002); McClough & Rogelberg (2003); Seol & Sarkis
(2005)

Bauer et al.( 2001); Jones et al. (2002); McClough & Rogelberg
(2003); Roe & van den Berg (2003); Anderson et al. (2004); Grieves
& Hanafin (2005); Nickson et al. (2005); Periatt, Chakrabarty, &
Lemay, (2007)

Anderson et al. (2004)

Bauer et al. (2001); Anderson (2003); Lievens et al. (2003);
McClough & Rogelberg (2003); Messmer (2003); Sumetzberger
(2005); Peppas (2006)

Steiner & Gilliland (2001); Lievens et al. (2003); Roe & van den Berg
(2003)

McClough & Rogelberg (2003)
McClough & Rogelberg (2003); Peppas (2006)

Lievens et al. (2003); McClough & Rogelberg (2003); Nickson et al.
(2005); Sumetzberger (2005); Peppas (2006)

McClough & Rogelberg (2003); Sumetzberger (2005)

Cook (2000); Gudelunas (2002); Sumetzberger (2005)

Messmer (2003); Anderson et al. (2004); Chen & Cheng (2005); Jun
et al. (2006); Kent et al. (2006)

3. Methodology

This section gives a brief introduction to factor analysis, pairwise comparison and a

fuzzy algorithm for TV-shopping program host selection as a background for further

application.

3.1 Factor analysis
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By means of personal interview, the thirty eight respondents were required to list the
sub-criteria that were important in selecting TV-shopping hosts. The positions of
respondents are shown in Table 3 and Table 4.

Table 5 shows method of principal component and orthogonal rotation for factor
analysis. Five criteria from twenty sub-criteria were extracted. The value of KMO is
0.713, cumulative value is 0.7808, total-scale reliability (Alphas) is up to 0.91. Five

extracted criteria are shown and described in Table 6.
3.2 Pairwise Comparison

The importance of the criteria could be approximately by the pairwise comparisons
(Saaty, 1980). We ask the decision makers to compare the criteria in paired comparison.
We use the scale of relative importance measurement as shown in Table 7 to establish
priority measures for criteria. The weight assigned to each criterion and criteria maybe
estimated from data or subjectively by decision makers. It would be desirable to measure
the consistency of decision makers’ judgment. The analytic hierarchy process provides
such a measure through the consistency ratio (C.R.) which is an indicator of reliability of
the model. This ratio is designed in such a way that values of the ratio exceeding 0.10

indicate inconsistent judgment (Saaty, 1980).
3.3 A fuzzy algorithm for TV-shopping program host selection

The triangular fuzzy number and linguistic variable are the two main concepts used
in this paper to assess the preference ratings of linguistic variables, ‘importance’ and
‘appropriateness’. The top decision makers can employ an assumed weighting set
W={Very Low, Low, Medium, High, Very High} to assess the relative importance of
various criteria. And use the linguistic rating set S={Very Poor, Poor, Fair, Good, Very
Good} to evaluate the appropriateness of the alternatives versus various criteria. The
membership functions of linguistic values in the weighting set 7 and the linguistic rating
set S can be represented by approximate reasoning of triangular fuzzy numbers, as shown
in Table 8.

A more general representation of multi-criteria decision making problem is
introduced. Supposed there is a committee of » decision makers (D, D»,..., D,) who are
responsible for assessing the appropriateness of m alternatives (41, A»,..., A,) under each
of k criteria (th ,t=1,2,..., k, h=1,2; where h=1 means criteria after factor analysis and
h=2 means sub-criteria before factor analysis) as well as the importance weight of the
criteria. Let the S;; i=1,2,..., m; t=1,2,..., k; j=1,2,..., n) be the rating assigned to

alternatives 4; by decision maker D;under criterion ke,
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Table 2. Definition of Sub-criteria
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Sub-criteria Definition

2C,: Creativity Present products in different way.

2(C,: Adaptation to company Integrate with company.

2Cy: Interpersonal skill Interact well with others.

2Cy: Teamwork Cooperate with others to finish work.
2Cs: Cognitive ability The ability to resolve problem by oneself.
?Cs: Expertise Professional knowledge.

2C;: Related experience Past experience.

2Cy: Education Educational background.

?Cy: Appearance One’s exterior.

2Cyo: Ability to follow orders The ability to finish orders.

2Cyy: Personnel attitude Aggressive toward work.

2Chy: Flexibility Handle tasks in elastic way.

2C\5: Motivation Strong desire to succeed.

2C\4: Living experience The rich of living experience.

2Cys: Familiarity Let audiences feel nice.

2C\6: Confidence The degree of self-confidence.

2C,7: Expressiveness Introduce products clearly.

2Cs: Response React calmly and appropriately to emergency.
2C\o: Desire of performance Strong desire to show oneself.

2
Czoi

Adaptation to environment

Adaptation to the change of external environment.

Table 3. The Working Department of Respondents

Department of TV-shopping industry ~ Product  Program Marketing
Amount 10 18 10

Table 4. The Position of Respondents

Working level Manager Staff

Area of work Marketing and programming TV-shopping hosts
Amount 30 4 4

An algorithm of the multi-person multi-criteria TV-shopping program host selection

with fuzzy set approach can be expressed by the following steps

Step 1. Construction of hierarchical structure

(1) Form a committee of decision makers, then identify the evaluation criteria and

alternative candidates of TV-shopping program hosts.
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(2) Construct the hierarchical structure of TV-shopping program host selection through

factor analysis.

Step 2. Evaluation of the importance weight of each extracted criterion

(3) Use fuzzy Delphi method to determine the fuzzy number of pooled weight of each

extracted criterion.

Table 5. Factor Loading Matrices Following Orthogonal Rotation of Five-Factor

Solutions

Criteria 'C, 'Cy 'Cs 'C,y 'Cs Communality
Sub-criteria
2Cs 0.820 — — — — 0.762
ye 0.705  — — 0.443  — 0.743
2Cy 0.746  — — 0.444  — 0.835
2Cy 0.662 0.629 — — — 0.872
2Cho 0.735 0538 — — — 0.868
2Cle 0.793  — — — — 0.652
’Cyy 0.848  — — — — 0.830
2Ci 0.587 — — 0516  — 0.765
2Clo 0.503 — — 0496  — 0.676
2Ci3 — 0.595 — — 0.422  0.844
2Chy — 0.843  — — — 0.865
2Cs — 0.832 — — — 0.761
’C — — 0917 — — 0.883
G, — — 0921 — — 0.866
2Cy — — 0.558 — — 0.549
G — — 0486 0.586 — 0.688
2Cs — 0428  — 0.590 — 0.642
o 0480 — — 0.744  — 0.803
2Ch — — 0480 — 0.681  0.778
2Chy — — — — 0.938  0.933
Eigenvalue 5306 3.149 2705 2435 2.022  Total-scale
Proportion (%) 2653 1574 1352 12.18 10.11  reliability
Cumulative (%)  26.53 4227 5579 6797 78.08 0.9136

Loading that are 0.40 or less are not shown
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Table 6. Five Criteria

Criteria Sub-criteria

'C): Professions *Ce: Expertise
2C;: Related experience
?Cg: Education
2Cy: Appearance
2C)o: Ability to follow orders
2C)6: Confidence
2C)7: Expressiveness
?Cs: Response

2C)9: Desire of performance

'Cy: Life 2C)3: Motivation
?C\4: Living experience

2C)s: Familiarity

'C3: Innovation 2C,: Creativity
2C,: Adaptation to company

2Cy: Teamwork

'C,: Adaptation 2C;: Interpersonal skill
2Cs: Cognitive ability

2(Cy0: Adaptation to environment

'Cs: Personnel 2C}y: Personnel attitude
2C)y: Flexibility

Table 7. Scale of Relative Importance

Numerical value Definition

1 Equal importance of both elements.

3 Moderate importance of one element over another.

5 Strong importance of one element over another.

7 Very strong importance of one element over another.

9 Extreme importance of one element over another.

2,4,6,8 Intermediate values between two nearby judgments.

Reciprocals Used to reflect dominance of the second element as compared

with the first.
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Table 8. Membership Functions for Linguistic Values

Linguistic values Fuzzy numbers
Very low (VL); Very poor (VP) (0, 0,0.25)
Low (L); Poor (P) (0, 0.25,0.5)
Medium (M); Fair (F) (0.25, 0.5, 0.75)
High (H); Good (G) (0.5,0.75, 1)
Very high (VH); Very good (VG) (0.75,1, 1)

Step 3. Construction of linguistic scales for linguistic variables

(4) Choose the appropriate preference ratings for the importance weight of the evaluation
criterion.

(5) Select the appropriateness ratings for alternatives under sub-criteria.

Step 4. Aggregation of fuzzy appropriateness indices

(6) Aggregate the weight of sub-criterion to get the aggregated weight (*I¥)).

(7) Pool the decision makers’ opinions to get the aggregated fuzzy rating (S;) of
alternative 4, under each sub-criterion *Cy).

(8) Aggregate S, and ‘W, with respect to each sub-criterion to obtain the fuzzy
appropriateness indices (R;,) for all alternatives.

Step 5. Computation of fuzzy overall evaluation

(9) Aggregate polled weight ('1,) of extracted criteria with fuzzy appropriateness indices
(R;;) to obtain the fuzzy overall evaluation (F;) of each alternative.

Step 6. Defuzzification of fuzzy overall evaluation

(10) Calculate the ranking value Ur (F;) by defuzzifying the fuzzy overall evaluation

through ranking method.
Step 7. Analysis and decision
(11) Choose the candidate of TV-shopping program host with the maximal ranking value.

4. An application

We take Fubon, a TV-shopping channel in Taiwan, as example to discuss how to
manage a selection process of TV-shopping program host. In 2004, Fubon Group and
WOORi, a Korea TV-shopping channel, co-founded 500-staff Fubon Multimedia
Technology Corporation.

Step 1.

A committee of four top decision makers, D;, D,, Dsand D, has been formed to
determine the best candidate of TV-shopping program host. They are deputy manager and
deputy director of program department, deputy manager of marketing department and an
experienced producer. There are five candidates of TV-shopping program host in the case

9
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study. The hierarchical structure of TV-shopping program host selection, as shown in
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Figure 1, is constructed through factor analysis as shown in Table 5.

Step 2.

The decision makers’ pairwise comparison matrices based on eigenvector method is

presented in Table 9.

Table 9. The Decision Makers’ Pairwise Comparison Matrices

Criteria
1C1 1C2 1C3 1C4 1C5

D, Imax=35.343  C.R.=0.072

'c 1 2 2 5 5
'c, 1/2 1 2 1 5
Gy 172 1/2 1 1 1
'cy 1/5 1 1 1 1
'Cs 1/5 1/5 1 1 1
D, Amax=5.450  C.R.=0.085

'c 1 1 3 1
'Cy 1 1 4 3 1
'C; 1 1/4 3 1
'cy 1/3 1/3 1/3 1 1
'Cs 1 1 1 1 1
D; Amax=5.186  C.R.=0.030

'c 1 1 1/2 1 1/4
'c, 1 1 1/3 1/3 1/3
'C; 2 3 1 1 1
'cy 1 3 1 1 1
'Cs 4 3 1 1 1
D, Amax=5.022  C.R.=0.005

'c 1 1 3 2 2
'c, 1 1 2 2 2
'C; 1/3 12 1 1 1
'c, 172 1/2 1 1 1
'Cs 172 1/2 1 1 1

There are some easy ways to obtain a good approximation of the priorities. One of
the best ways is the geometric mean (Saaty & Kearns, 1985). By normalizing of
geometric mean of the rows, the decision makers’ evaluation of importance under each

criterion is presented in Table 10.

10
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Most suitable TV-shopping program hosts Level 1

overall goal

1 1 1 1 1
< C2 G G Cs Level 2
Professions Life Innovation Adaptation Personnel L
criteria
2 2 2 2
C C C C
>Cs Expertise B ! 3 1
Motivation Creativity Interpersonal Personnel
skill attitude Level 3
ye Cu 2, sub-criteria
Related experience Living Adaptation 2¢; 24
experience to company | | Cognitive Flexibility
2(Cy Education ability
*Cis ;
2 e . C4
Cy Appearance Familiarity 20
Teamwork
Adaptation to
2Cyo  Ability to environment
follow orders
2C,6 Confidence
c 17 Expressiveness
2C18 Response
2C)y Desire of
performance
Level 4
Candidate Candidate Candidate Candidate Candidate Alternatives
A 1 A2 A 3 A 4 A 5

Figure 1. Hierarchy for TV-shopping program host selection of five candidates

11
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Fuzzy numbers automatically incorporate the vagueness of these experts. By using
fuzzy Delphi concept, we can derive the final weights for the extracted criteria of level 2.
Due to the property of fuzzier in extracted criteria than in sub-criteria, we use triangular
fuzzy number to aggregate the decision makers’ assessments and geometric mean to

obtain fuzzy weight '17,. Define
II/Vr :(er’f;‘vgr)ﬁ (1)

where 'W, is the fuzzy weight after factor analysis under criterion r, e, = min {1er },
; _

_ 1
g,—m]z;lx{ w,
=

1/n
}, f,Z(HIWI,] »r=1,2,..., 5, j are decision makers. By using

equation (1), we obtain the importance of the criteria as shown in Table 11.
Step 3.

The decision makers can use the importance weighting set W and appropriateness
ratings set S described in Table 8, i.e., W={VL, L, M, H, VH}, S={VP, P, F, G, VG}, to
evaluate the importance weight /¥, and the appropriateness ratings S; for candidates

under sub-criteria, respectively.

Table 10. The Decision Makers’ Evaluation of the Importance under each Criterion

Criteria Decision makers

D, D, D; D,
'C 0.4258 0.2328 0.1200 0.3059
'Cy 0.2339 0.3072 0.0941 0.2820
1Cs 0.1285 0.1764 0.2603 0.1300
'cy 0.1229 0.0967 0.2266 0.1410
'Cs 0.0890 0.1869 0.2990 0.1410

Table 11. The Importance of the Criteria

Criteria Weight

'c "W, =(0.1200, 0.2456, 0.4258)
'c, "W,=(0.0941, 0.2090, 0.3072)
Gy "W5=(0.1285, 0.1664, 0.2603)
'cy "W,=(0.0967, 0.1396, 0.2266)
'Cs "W5=(0.0890, 0.1628, 0.2990)

12
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Step 4.

We will use the mean operator to aggregate the decision makers assessment. Let

®and @ be fuzzy addition and multiplication operators. Define

Sit :(%)®(Sizl®5it2C_B"'@Sig/@"'@Sim)a (2)
w (1 |elmen, 0. 0m 0. 0m,) ®

where S, is the average fuzzy appropriateness rating of candidate 4; under sub-criterion
2C, and ‘W, is average importance weight of sub-criterion ?C,. Thus the fuzzy
appropriateness index R;. of the candidate can be obtained by aggregating S;; and W,

denoted as

Rir:(%)@[(Sﬂ@ZVI/l)@(Siz@sz)@---@(Si,®2W,)®---@(Sik®sz)] 4)
LetS;; = (ql-tj,ol-tj, p,-,j) and 2Wtj = (Ctj .a;.b, ) be triangular fuzzy numbers. Then
R;, can be approximately obtained by

Rir = (er ’ Qir ’ Zir )

where

b

k k k
Yir = Z qiC, /|Qr > Qir = Z 0,4, /|Q’ > Zir = Zpitbt /|£)’
t=1 t=1 t=1

teQr teQr teQyr

n

n n
Qi = D dig/ s 0y =D oy Py =D, P/ s
j=1 =1

Jj=1
n n n
¢, =, eqin s 4 =D ag/n.b =2 by,
J=1

= j=1

fo

means the number of 2C, with respective tolC,j

for i=1.2,....m; t=12,...k; j=1,2,...,n. 5)

Aggregating the S, and *I¥, by using equation (5), we obtain the fuzzy appropriateness

indices (R;,;) under each sub-criterion as shown in Table 12.

13
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Step 5.

The fuzzy overall evaluation of five candidates as shown in Table 13 can be obtain

£8%
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by multiplying R;, and ' W, denoted as

F=R.®W, = (v,

i

where Y=Y, xe,, Q/=0;xf,, Z/=Z,%g;; R and 'W, can be obtain by using

Qi,’Zi,)’

equation (5) and equation (1), respectively.

Table 12. The Fuzzy Appropriateness Indices of the Five Candidates under each

1208Sub-Criterion

R, Candidates
A Ay
', (0.1533,0.3500, 0.5539)  (0.1425, 0.3358, 0.5286)
'Cy (0.1150,0.2917,0.4783)  (0.1100, 0.2833, 0.4675)
'G; (0.1825, 0.3958, 0.6000)  (0.1783, 0.3883, 0.5875)
'c, (0.1483,0.3417,0.5633)  (0.1400, 0.3300, 0.5508)
'Cs (0.1713, 0.3763, 0.5450)  (0.1713, 0.3763, 0.5450)
As Ay
', (0.1536, 0.3492, 0.5536)  (0.1331, 0.3208, 0.5247)
'Cy (0.1267,0.3100, 0.5008)  (0.1217,0.3017, 0.4783)
'C; (0.2008, 0.4208, 0.6000)  (0.1542, 0.3542, 0.5617)
'c, (0.1600, 0.3600, 0.5633)  (0.1283,0.3117, 0.5383)
'Cs (0.1850, 0.3950, 0.5650)  (0.1575, 0.3575, 0.5450)
As
', (0.1153,0.2942, 0.4914)
'Cy (0.1033, 0.1767, 0.4442)
'C; (0.1650, 0.3683, 0.5625)
'c, (0.1117, 0.2883, 0.5000)
'Cs (0.1713, 0.3763, 0.5450)
Step 6.

Chen and Hwang (1993) made distinctions into four categories between fuzzy
ranking methods and fuzzy multiple attribute decision-making methods.
In this paper, we will use the Chen (2002) that revised Chang and Chen (1994)

method to compute the ranking values of fuzzy overall evaluation under a group of

14
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decision makers. Chen (1985) defined the maximizing set

M ={x,10,,(x))| x € R} with

- - <x<
0y (x) _ {(x Xl)/ (xz Xl) ,X1S X = X2, o
0, otherwise,
and minimizing set
G ={(x, 1t,(x))| x € R} with
— — <x<
1o ()= {(x x2)/(xi—x2) ,x<x < x2, )
0, otherwise,

where x,=infS, x,=supS, S=U7, Fi

F = {x‘ ,uFi(x)>O}, i=12,...,m.

Table 13. The Fuzzy Overall Evaluation of Five Candidates

Candidates Overall evaluation

A Fy, =~ (0.082, 0.323, 0.830)
Ay F, ~(0.079, 0.314, 0.809)
As F5 ~(0.088, 0.335, 0.842)
Ay Fy ~(0.074, 0.302, 0.802)
As Fs ~(0.071, 0.272, 0.768)

Define the optimistic utility U,, (E) and pessimistic utility U, (E) of each fuzzy

overall evaluation F; as

Use (F; )= s0plas (x) g (). ©)
and

Us(F)=1=sup(u, () A 15 (), (10)
fori=1.2,..., m,

where A means min.
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Define ranking value UT(E) of fuzzy overall evaluation according to Kim and
Park (1990) as

Ur(F)=BU, (F)+(1-BWUG(F), 0<p<l (11)

The value f is an index of rating attitude. It reflects the decision maker’s
risk-bearing attitude. Its value can be determined at data output or input stage (Chang and
Chen,1994;Ghyym,1999). According to the method of Chen (2002), the index of
optimism is given by a decision maker at the data input stage.

A revised method to determine the index of optimism in multi-person decision
making is proposed as follows.

Let B=(c, a, b) be a normal triangular fuzzy number. Define y=(a—c)/(b—c) as the index
of rating attitude of an individual decision maker. It reflects the decision maker’s
risk-bearing attitude. If y>0.5, it implies that the decision maker is risk lover. If y<0.5,

the decision maker is a risk avertor. If y=0.5, the attitude of decision maker is neutral to

risk. Thus, the total index of rating attitude,ﬂ , with the evaluation data of individuals

under two level criteria hierarchy can be revised as where k and v mean sub-criteria and

criteria, or before and after factor analysis, respectively.

mk n v

ﬂ:{i i(atj _c[j)/(b’j _c’j) T2 Z(Oitf _qitj) /(pizi _qitj)+ >(f.—e)/(g, _er)il

t:lj:] ZZIIZIJZI t=1

[(kxn+mxkxn+v) (12)

By using equation (6), (9). (10) and (12). the ranking values U7(F7) can be
approximately obtained by
U (F) = B(Z—x)(x, —x, = 0'+Z") + (1= B)x[1=(x, = Y V/(x, —-x, + O',-Y")]
fori=12,..., m; (13)

where x; = min{Y Y5, Y }, X, = max{Z "2y, }, and f as expressed in equation

(12).

By using equation (13), we obtain the ranking value of F;as shown in Table 14.
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Taiwan TV-Shopping Channels

Table 14. The Ranking Values of the Fuzzy Overall Evaluation for Five Candidates

Candidates A 1 Az A3 A4 A5
Ranking values 0.4502 0.4407 0.4600 0.4318 0.4071
Step 7.

The ranking order of fuzzy overall evaluation for five candidates is
Up(F3)>Ur(F)>Up (F2)> U (F,)>Ur ().
Therefore, it is obvious that the best selection of TV-shopping program host is A3.

5. Conclusion

Selecting the suitable hosts is crucial for the TV-shopping industry. The selection
process depends on a variety of factors and criteria. Some criteria are qualitative by
nature and often depend on experts’ judgment of approximation. In other words, we
cannot elicit the complete, precise, and reliable knowledge from the experts. In this paper,
a decision algorithm based on the fuzzy set theory is proposed to solve the TV-shopping
program host selection problem. The model of this paper is generic, and is suitable to
select most suitable hosts of TV-shopping shows in Taiwan. The concepts of linguistic
variables and fuzzy number are applied to describe the subjective assessments of
appropriateness of alternatives versus criteria and the importance weightings of criteria.

We use factor analysis to condense twenty selection sub-criteria into five criteria first,
and construct the hierarchical structure of TV-shopping host selection. The weights of five
extracted criteria are determined by the pairwise comparison. Fuzzy Delphi method is
adopted to combine the experts’ judgment to determine the fuzzy number of pooled
weights for each extracted criterion. The fuzzy overall evaluation of each alternative
comes from fuzzy multi-criteria decision-making method through hierarchy aggregation.
By the Chen’s method(2002) proposed, we can determine the rank of fuzzy
comprehensive evaluation for five candidates.

We give the definitions of f to compute the risk-bearing attitude of the group of
decision makers. We obtain = 0.5833. The result implies that on the whole the
committee of four decision makers is risk-lover in that £ is greater than 0.5. We suggest
that it may be more reasonable to evaluate the risk-bearing attitude based on the
evaluation data conveyed by decision makers at the initial stage of data-input, rather than

do so at the data-output stage.
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Abstract

This research aims to investigate the extent to which media organisations in
Taiwan apply human resource management strategies and policies to sustain their
competitive advantage in a threatening environment. In addition, this research
analyses the human resource management practices adopted by a media group in
Taiwan--UDN.

Qualitative research approach was adopted as the framework for this research
and also to explore and understand the links between specific human resource
management indicators and media organisations’ sustained competitive advantage.
The case study approach involved in-depth interviews conducted with management
staff and non-management staff, in order to understand UDN’s human resource
management policies and practices.

Respondents showed their loyalty and commitment to the UDN group, these
were reflected on their pride in working for UDN. A majority of respondents claimed
there was no better organisation to work for in the same industry other than the UDN.
Research findings revealed that under the trend of commercialisation, UDN still
highly regards its social influence; the company’s experienced journalists and good
personal relationship, and high employee commitment were essential HR advantages
of UDN. However, workforce vitality and sales personnel’s competencies should be

improved in order to maintain the company’s sustained competitive advantage.
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1. Introduction

In recent years, Taiwanese media companies have been keen on adopting a variety
of performance-enhancing strategies to improve their competitiveness in the dynamic
marketplace (Gu, 2002).

This study argues that human capital is news organisations’ most valuable resource
to compete in the dynamic marketplace. As long as the human resource (HR) is optimally
allocated and managed, it can facilitate media companies to surpass their competitors, and
ultimately enable media companies to achieve sustained competitive advantage (SCA).

The purpose of this study is to develop a framework of the relationship between
human resource management (HRM) factors and sustained competitive advantage as well
as to test the extent to which specific HRM factors enable news organisations to develop
their sustained competitive advantage. This study also aims to investigate the extent to
which media firms in Taiwan practice human resource management in order to sustain in

their competitive marketplace.

2. Statement of the problem

A growing body of research has argued that the media industry is categorised as a
‘Knowledge Industry’ (Sylvie & Witherspoon, 2002), hence, media workers deem
themselves as knowledge workers (Quinn, 2002:5).

In many ways, media firms are different from manufacturing companies. For
instance, media firms produce timely and changing ‘information commodity’, which
should be distributed in a timely and effective manner (Lavine & Wackman, 1988:14-15).
In addition to selling products, ideally, media companies also “carry out an investigative
and watchdog role on behalf of the public” (McQuail, 2005:194). In this light, although
‘profit-maximising’, ‘cost-saving’, and ‘risk-reducing’ are three strategies frequently
practised by media companies to accomplish their business goals (Croteau & Hoynes,
2001:110), media managers should also search for “the balance between business goals
and social responsibilities” (Lavine & Wackman, 1988:372). At a deeper level, how can
commercial media firms reach the balance between social responsibilities and market
performance depends on the media managers’ capabilities as well as employees’
contribution.

In this context, media workers pursue different professional objectives other than
the media company’s commercial goals. However, owing to dramatic social changes
brought about by the new communication technologies, the media now operates under an
increasing atmosphere of deregulation and globalisation. These developments therefore
impact media companies’ market practices and survival strategies.

A significant change in the media industry was when the 50-year-old newspaper
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bans were lifted in 1988, this guided the media to deregulate and become liberalised.
Henceforth, the media operations eased from political and party-state control, where they
had served as propaganda tools in an oligopoly market, to a freer and fiercely competitive
marketplace.

According to McQuail (1992), commercial media organisations operate in a ‘dual
market’, which includes advertisers and audiences. Hence, media companies capture
advertising revenues on one hand, and fight for audience expansion on the other. In order
to sustain in the marketplace, Thompson (2005) suggests “people-power” as a powerful
weapon to win, as long as their employees are trained, competent, and dedicated. In this
light, introducing management skills, especially for their most valuable resource--human
resources--can improve organisational performance.

Against this background, this study recognised the necessity of doing further
research on the human resource practices in Taiwan’s media organisations. Different
attributes of media ownership and interests, and performance in the marketplace also
affect human resource management.

The primary objective of this study therefore aimed at identifying what
environmental factors affect Taiwanese media operation, what human resource
management factors are keys to gaining and sustaining organisational competitive
advantage, and how these factors are implemented in Taiwanese media companies.

In the media sector, news organisations tended to offer superior salaries and
working conditions in order to attract and retain talented employees. For example, Mr.
Ti-wu Wang--founder of the UDN group, one of Taiwan’s largest media groups,
emphasized that the most valuable intangible resource of UDN is human talents, therefore
the group engages in providing a lifetime employment and superior benefits to employees
(Wang, 1981:217).

3. Significance of study

As the current scholarly literature in media management field too often emphasizes
their business aims and therefore ignores that accountable and responsive to the audience
is the centre value of the media business. In addition, previous works failed to recognise
that differentiation strategy is crucial to sustained competitive advantage, which heavily
relies on HRM. Even though media managers always claim that HR is their most
important resource, few important studies relate the role of human resource management
to media companies’ competitive advantage has been made.

In this regard, there are three essential significant aspects of this study. Firstly, by
adopting Michael Porter’s (1985) competitive advantage model and Barney’s (1991)

resource-based view of a firm, this study asserts that operating in a knowledge and
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creative industry, media firms should implement product differentiation as their
competitive advantage. In this sense, news organisations should develop their intangible
resource--human resource--as a means to achieve their sustained competitive advantage.

Secondly, this study is designed to provide a framework to examine the relationship
between specific HRM practices and SCA in news organisations. Specific HRM factors
were identified to understand the extent to which these factors affect the media firm’s
performance.

Thirdly, this study presents a framework for examining and understanding
Taiwanese media companies’ human resource management practices and the link to
sustained competitive advantage and to what extent it might be improved.

In addition, traditional media researchers looked at journalism and commercial
performance separately. In this study, journalistic and advertising roles are included in the
evaluation of media companies’ performance and their contributions are not mutually
exclusive. In contrast, success in both journalism quality and market objectives are
considered necessary in achiving sustained competitive advantage.

Based on the preceding arguments, there is a need to investigate how a media firm
operating in a knowledge industry can fully develop its knowledge workers in order to

fulfil its social responsibility and market performance simultaneously.

4. Theoretical Framework and Literature Review

4.1 Is media just another business?

Before examining how and why the media firm’s conduct can affect its performance,
it is essential to clarify the questions below: (1) What are the characteristics of media
business? (2) What is the definition and performance requirement of the news media
business? Is a news company a business which adopts market criteria, thus being a
profit-driven business entity, providing products and services in pursuit of a profit, or
more an organisation which applies social-normative criteria and merely serves the public
interest and acts as a not-profit organisation?

As noted by Croteau and Hoynes (2006:1), “the business of media is unique”.
Firstly, the media is a form of “knowledge-based” organisations, the products provided by
media companies are more than just news, they are also a vital source of ideas,
knowledge, information, and culture (Croteau & Hoynes , 2006:1; Sylvie & Witherspoon,
2002:15). Secondly, the media plays political and cultural roles in democratic societies,
because media organisations “serving the needs of democracy, generating content that has
cultural value, and promoting social inclusion” (Curran & Seaton, 2003: 401).

In this regard, even though media organisations regard themselves simply a business

institution and thus committed to profit making, there are differences which distinguish a
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media company from a manufacturing one. For example, Lavine & Wackman (1988:15)

explicitly point out that nature of the product, types of employees, and media’s unique

role in society as main characteristics of media business.
4.2 Types of employees

Workforce is not only the greatest investment in the media operation, but also
critical to media companies’ operation (Herrick, 2003:81; Picard, 1989:103; Potter,
2005:182-183), because the various media provide commodities such as news and

information to audiences, and these are produced by journalists rather than by machines.

For example, Engwall (1981:121) quotes an interviewee’s comment: “If the plant
disappeared, it would take us only four day to start up again, but if our personnel
disappeared, the paper would die.” The statement manifests the crucial role of human
resource in media organisations. In this regard, it is worthwhile to pay more attention to

discuss media employees.

4.3 Sustained competitive advantage: The role of human resource management in
creating sustained competitive advantage

A developing body of research has reported that compare with other resources of a
company, human resource is the most valuable, rare, difficult to imitate and organisation
specific resource, in this light, human resource management is regarded as the most
important practice to achieve a firm’s sustained competitive advantage (Barney, 2006;
Barney & Wright, 1998; Bartlett & Ghoshal, 2002; Boxall, 1998, 2003; DeNisi, Hitt, &
Jackson, 2003; Lado & Wilson, 1994; Pfeffer, 1994; Wright & McMahan, 1992).

Human resource is broadly defined as “experience, skills, knowledge, judgment,
and creativity belonging to the organization along with the means of organizing,
structuring, and rewarding these capabilities” (Fisher et al., 1999:3). In the media sector,
Picard (1989:105) notes the skills and knowledge of labour as an essential human
resource.

Accordingly, human resource management can be defined as practices and
processes involve in managing a company’s human resource. Major human resource
management functions that performed by managers include: planning, organising, staffing,
leading, and controlling. (Dessler, 2000:2) In this study, human resource management’s
scope is limited in activities that “actually create the competitive advantage for the
company” (Schuler & MacMillan, 1984).

Barney and Wright (1998:44) explain the ultimate quest of HR function is to (1)
develop skilled and motivated employees to provide high quality products and services;

(2) manage an organsational culture of teamwork and trust; and (3) develop “coherent
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systems of HR practices” that support the above aims.

Barney and Wright (1998:43) note that the important implication of the VRIO
framework is that the human resource function determines the set of resources (e.g.,
human capital skills, employee commitment, culture, teamwork, etc.), that are most likely
to be sources of sustained competitive advantage. Similarly, Boxall (1998:265) states rare
value, and relative immobility and “superior appropriability” human resources that are
able to achieve sustained competitive advantage. He argues that through superior human
resource and organisational processes, firms can sustain their viability.

Many researches have supported that human resource management meets the
criteria of VRIO framework, thus potentially contributes to a company’s sustained
competitive advantage. For example, Barney and Wright (1998) suggest that human
resource executives develop and foster the firm’s socially complex phenomena, such as
the organisation’s unique history or culture, which contribute to a firm’s competitive
advantage.

In addition, in terms of inimitability, human resources have been identified as
valuable, rare and not easy for rivals to imitate (Hatch & Dyer, 2004). The characteristics
of inimitability of human capital and its linkage to ‘not easy to imitate’ and
‘organisational characteristic’, have also been stated by Lado and Wilson (1994). They
state that human resource systems can contribute to sustained competitive advantage
when they are “firm specific, produce complex social relationships, are embedded in a
firm’s history and culture, and generate tacit organisational knowledge” (Lado & Wilson,
1994:699).

Moreover, Huselid (1995:635) emphasizes that human resource practice could
impact on a firm’s performance. He notes the impact of human resource management
policies and practices on a firm’s performance--important in the fields of human resource
management, industrial relations, and industrial and organisational psychology.
Thompson (2005:32) points out that “A competent, stable, well-led workforce will
provide your competitive advantage going forward”, because the central ability of
competitiveness is rooted in the knowledge, skills, innovation, learning, training, and
education of the workforce.

More recently, empowerment and teamwork have been observed as two important
human resource management practices. As Daft (2006:10) put it, an increasing number of
companies designed HRM systems to “empower employees with greater opportunities to
learn and contribute as they work together toward common goals.”

As media firms are operating in a highly competitive marketplace, a highly capable
and productive workforce is vital in this industry, because the labour intensive nature of
the work heavily rely on the contribution of media workers’ ability and mindset. As such,

media managers should pay more attention to HRM practices including staffing,
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compensation, the quality of staff, and their performance (Picard, 1989:103).

Becker et al. (1978) found that staff size, starting salary were related to newspaper
performance (in Meyer & Kim, 2003:77). Similarly, Albarran (2002:143) reports that “In
the electronic media, the quality of the personnel directly affects the quality of the
organization.” As has been discussed earlier in this chapter, journalists are valuable
resources to a company. Therefore effectively manage their skill, knowledge, judgment,
and creativity are the core concept of this study. In this regard, there is a need to
understand and further discuss the significance of human resource and human resource
management.

As Quinn (2002:18) describes, the competitive advantage of news organisations is
their ability to create and distribute differentiated stories. To do this, relies on the
organisation’s integrity, trust, quality, and brand name, as a contribution from their
intellectual and experience employees. In other words, the competitive advantage stems
from people rather than from other capital.

Although managing media organisations is described as an ‘art’, media managers
are aware that successful human resource management is based on how to attract,
motivate, compensate and retain good employees (Rankin, 1986:32). More importantly,
prior studies have asserted that short-term profit cannot make a company better off than
its competitors in the long run; consequently much of the past literature on competitive
advantage embraced the unique significance of an organisation’s human resource.
Particularly in the media setting, the main value of a media organisation is its knowledge
accumulation as an information provider generated by intangible assets; which infers
human resources, referring especially to news workers. This supports the notion that a
company’s human resource is its mainstay in the achievement of competitive advantage.

A media company’s product attracts its audience not because of its low price;
instead, the quality and speciality of media products target its specific audience. More
attention has been drawn to the contribution of successful human resource practices as
part of a company’s competitive strategies, especially in labour intensive industries. As a
firm’s human resources obtain the characteristics of VRIO, practices of human resource
management linked with sustained competitive advantages enable media firms to
outperform their competitors. Based on this assumption, this research assumes that owing
to the dramatic structural changes in the media industry and with media organisations
operating in a highly competitive marketplace, that only through establishing sustained
competitive advantages can media companies assure a long-term profit and superior
performance.

When a company sees its employees as an asset and a source of sustained
competitive advantage, the management must identify their VRIO workforce and invest

in it rather than cutting costs by losing employees. This approach provides us with a

51



BipEEEN % 8% 5% 3P 2007 117

viewpoint in examining whether organisations emphasise human resource management
when developing competitive advantage or not (Barney & Wright, 1998:41).

As the differentiation strategy applies in media industry rather than other strategies,
it is appropriate to conclude that HRM practices are the best means enable a firm to
differentiate itself or the product from its competitors.

Schuler and MacMillan (1984:244) suggest that companies can utilise HRM
practices to differentiate the company or product from competitors. In this regard, it is
important to identify how can HRM contributes to differentiation strategy. Pfeffer (1995)
emphasizes employees and how they work as a crucial differentiating factor of a
company’s competitive success.

Specific human resource practices contribute to a firm’s sustained competitive
advantages proposed by Barney and Wright (1998). The argument is that the ultimate
pursuit of the HR function provides a firm’s resources such as value, rareness, and not
being easily imitated by its competitors. Therefore, a firm should develop (a) employees
who are skilled and motivated to deliver high quality products and services, (b) manage
organisational culture of encouraging teamwork and trust, and (c) an ability to focus more
attention on developing coherent systems of HR practices that support these aims (Barney
& Wright, 1998:44). More importantly, the VRIO framework points to the need for an
entirely new mindset regarding the role of HR executives in the organisation (Barney &
Wright, 1998:44). That is, the human resource function manages the set of resources (e.g.,
human capital skills, employee commitment, culture, teamwork, etc.) that are more likely
to be sources of sustained competitive advantage in the 21st century. Besides, Dessler
(1997:21) emphasizes the role of committed workers as a positive when a firm is
implementing differentiation (or low-cost) as a competitive advantage.

In conclusion, a firm that discovers the importance of value, rareness, difficult to
imitate and socially complex resources may contribute to its sustained competitive
advantage with this knowledge. Much research indicates that from the resource-based
approach, human resources are rare and difficult to imitate for competitors. Therefore,
human resources constitute a vital source of competitive advantage. However, more
academics have confirmed that specific HR practices, such as human resource training
and development, skill, commitment, a culture of teamwork and trust, motivation and so
on, enable a firm to improve market performance, and to obtain sustained competitive
advantage (Barney & Wright, 1998; Boxall, 1998; Dessler, 1997; Lado & Wilson, 1994).

In Taiwan, although an increasing body of work has focused on human resource
management on media firms, most of the previous works’ attention only focused on
specific HRM factors or practices (e.g., professionalism, commitment, HR system, job
satisfaction, job autonomy, compensation, burnout, performance evaluation, training, and

skill). Also, there5 is limited media research that targets advertising sales personnel (Chen,
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2001; Guo, 1995). In the aggregate, there has been relatively little study of media
organisations that examine the relationship between HRM and sustained competitive
advantage. Given the above shortcomings in current research, this research attempt to
explore what HR factors and practices are able to contribute to Taiwanese media
organisations’ sustained competitive advantage.

Having discussed the human resource’s value based on VRIO framework as well as
the considerable accumulated works that have addressed the factors of critical human
resources, the following sections tease these factors and provide more detail of each one.

These factors will be categorised into four HRM dimensions: (1) Employee learning
and development: knowledge, teamwork, skill, and training and development (2)
Performance management: motivation (3) Pay structure, incentives and benefits: job
satisfaction, organisational commitment (4) Industrial relations: personal relationship,
leadership, and organisation culture. Most notable, the above indicators of human
resource practice are not exclusive from each other. In contrast, some of these factors are

closely interrelated or bundled up with each other.

Sustained Competitive

Advantage of Media Companies

A 4 A\ 4 A\ 4 A\ 4

Employee Industrial Pay Structure, Performance
Learning and Relations Incentives, and Management
A} A A A
eKnowledge ePersonal e Job Satisfaction eMotivation
o Skill Relationship eOrganisational
eTraining and eOrganisational Commitment
Development Culture

e Teamwork e[ cadership

Figure 1 The Relationship Between Human Resource Management Practices and a

Firm’s Sustained Competitive Advantage.
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4.4 Research questions

The central research questions addressed by this study are:

1. Following Taiwan’s media ‘liberalisation’, to what extent do news organisations in
Taiwan recognise that they serve public interest and commercial goals in a
potentially contradictory relationship?

2. Do Taiwanese media organisations see ‘human capital’ as the most important
resource of a news organisation?

3. To what extent is ‘human capital’ deployed and implemented by Taiwanese news

media to achieve ‘sustained competitive advantage’?

4.5 Limitations of study

To the extent that this study was conducted in two Taiwanese media companies, it is
important to stress that the results should not be taken as a reflection of the general HRM
standards and practices adopted by all media companies in Taiwan.

Although the sample size for this study might appear small, it is important to point
out that, in qualitative studies of this nature, scholars (e.g., Eisenhardt, 2006:301; Patton,
1990:165) believe that it is more productive to focus on the sample that would shed light
on the research questions rather than seek to select a sample based on their
representativeness to the general population.

In this context, emphasis was placed on studying the staff who constituted the core
decision makers who possess in-depth knowledge of the HRM policies and practices of
their companies.

In addition, due to the dynamic change of Taiwanese media industry, it is crucial to
point out the cut-off-date of data collection of this study, was end of 2005, when writing

of this study was started.

5. Methodology

Qualitative research approach was adopted as the framework for this research and
also to explore and understand the links between specific human resource management
indicators and media organisations’ sustained competitive advantage.

This research analyses the human resource management practices adopted by a
leading media group in Taiwan-- UDN group-- an old established media company with its
interest in newspapers.

The case study approach involved in-depth interviews conducted with management
staff and non-management staff of the media group, in order to understand the two

companies’ human resource management policies and practices. In-depth interviews were
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conducted in this study because Yin (2003:89) suggests interview is one of the major
sources of case study information. In addition, by conducting interviews, researchers are
able to understand other person’s perspective, and to discover people’s thinking and
stories (Patton, 2002:341). For example, Tsourvakas and Dekoulou conducted
semi-structured personal interviews as a means to provide “rich insights into and detailed
knowledge of the way Greek media leaders exert authority.” (see Tsourvakas & Dekoulou,
2007)

Overall, the methodology adopted in this study was used to examine the extent to
which human resource management affects market performance in the media groups. The
interviews were conducted between July 2005 and January 2006 during fieldwork in
Taipei. Data collected from non-management staff respondents involved their personal
opinions/critics relate to their companies, which might affect their interests. In this regard,
unless otherwise stated, the interview data of non-management staff have been cited
anonymously for the confidential concern of interviewees in selected media companies.

In addition, archival data were accessed to corroborate interview data. They are
public archival records, including newspapers, books, magazines, maps; and private
archival records such as autobiographies, biographies, organisational newsletters and
reports, and internal websites.

Consequently, three qualitative data collection methods were employed in this
research. These were (1) case studies, (2) in-depth, open-ended interviews, and (3)
documentation and archival records.

One major commercial conglomerate--UDN group-- has been chosen as case study
to illustrate the conditions under which Taiwanese media currently operate.

The reason for selecting the United Daily News group is based on the following: (1)
UDN was established by a newsman from mainland China. Over five decades, the
privately owned company maintained its conservative strategy focusing on the newspaper
industry rather than pursuing a trendy multimedia operation; (2) UDN is known as a
company that is highly concerned with staff quality and working conditions as well as

being committed to contributing to maintaining editorial quality over the long term.
5.1 Case Study

In this research, case study were used to determine and understand the human
resource management problems in Taiwanese news organisations, as well as the strategies
adopted by the news organisations to manage those human resource problems. One
specific case was studied regarding to the strategies adopted by the company to overcome
those problems.

In-depth interviews

Semi-structured open-ended interviews were conducted in order to collect

information and to answer the following research questions: (a) Do Taiwanese media
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organisations see ‘human capital’ as the most important resource of a news organisation?
(b) To what extent is ‘human capital’ deployed and implemented by Taiwanese news
media to achieve ‘sustained competitive advantage? In this study, research questions

involved exploring subjects and helping to pose questions in new areas.
5.2 Mode of interviews

Each interview began with a review of informed consent. All respondents accepted
the consent. In interviews with the management level staff members, interviews took
place in the managers’ offices. Each interview lasted between one and three hours. In
interviews with non-management level staff (i.e., employees), interviews took place either
in their offices, or the location picked by respondents. For journalists, they normally
chose the place near their news gathering location. For example, in the case of a reporter
whose round is the police station, the interview location they chose normally was coffee
shop near the police station.

In-depth interviews were conducted with management level staff and
non-management level staff from two selected case—the United Daily News group. The
entire population of management level staff were interviewed. For non-management level
staff, only journalists and advertising staff (sales representatives) were interviewed in
order to understand their perceptions about human resource problems and how their
companies handled those human resource management challenges. Journalistic and
advertising staff were identified and selected because they were regarded as core workers
in news organisations and thus most likely also to contribute to the news companies’
sustained competitive advantage.

In-depth interviews were conducted with the journalists and advertising staff in
order to explore their opinions regarding the human resource management practices in
their organisations. In this research, two sets of interview questions were designed. The
first set of questions was designed for the management level staff; the second set of
interview questions was designed for non-management level staff in the two
organisations.

Part I of the questions requested demographic information, including their
educational background, work experience, organisational tenure, etc. Part II of the
questions requested information regarding attitudes toward organisational success, job
satisfaction, and human resource allocation satisfaction.

Sample size and sampling procedure

Twenty-five participants were recruited into the study (see Table 1). In the

management group, the entire population as a sample were interviewed.
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Table 1 Respondents’ Distribution

GROUP MANAGEMENT:13 EMPLOYEE:12 TOTAL
Department | Newsroom(including Sales Newsroom Sales
HR and Union)
UDN 9 4 8 4 25

In the employee group (i.e., non-management level staff), participants were
recruited through snow-ball sampling method. In this research, interviewee recruitment
involved interviews with the entire population of the management level staff and

heterogeneous sampling of the employees (i.e., non-management staff).
5.3 Justification for sample size

Two different sets of research subjects were selected. They included: management
level staff and non-management level staff. Media management level staff included
editors-in-chief or their deputy in the news department; the general manager or their
deputy in the advertising and circulation department; as well as the human resource
department manager.

Media non-management level staff included the president of the labour union; core
workers from news department and advertising or sales department. The core workers
identified in this research were journalists, and from advertising or sales departments they
were sales representatives or advertising account executives, because they constituted an
important chain in the news production process as well as in the advertising departments.

Among the management level staff, the sampling method was aimed at this group
because of their significant role in the decision making process at major departments in
the media companies. Another reason for selecting the top management level staff was to
gather information in relation to the implementation or formulation of human resource
management policies and practices in their departments. The managers were also in a
position to determine the extent to which the HRM policies have assisted their companies
to gain sustained competitive advantage.

Although non-probability sampling was adopted in the in-depth interviews, there
was a hierarchical problem in the sampling process. To avoid hierarchical bias,
non-management level staff were also studied because they represented a significant
number of every company’s staff. Within the two organisations, non-management level
staff interviewees were recruited by heterogeneity sampling approach, for capturing and
describing the central themes that “cut across a great deal of variation” (Patton,
2002:234-235). That is, sample selection considered including senior and junior staff
(when a senior non-management staff was interviewed, the researcher selected a junior
staff as the next interview subject) and including the staff from different newspaper titles

within the group (for example, participants covered five newspapers in UDN group), in
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order to cover the titles among the two organisations. For example, as the staff number in
editorial department is bigger than the number of staff members in the advertising
department, the journalist respondents outnumbered respondents from the advertising
department. Also, when the completed interviews tended to be dominated by senior
employees (i.e., over five years company tenure), the researcher searched and interviewed
junior employees whose company tenure was less than five years.

Table 2 Management Level Respondents in the UDN Group (sorted by date)

ORGANISAT | DEPARTM POSITION NAME DATE GENDE
ION ENT R
Headquarters | Production | General K. X. Chen | July 12,2005 M
department | manager
Headquarters | Human Manager F.Z.Liu July 14, 2005 F
resource
department
UDN group Labour President J.W.Yang | July 14, 2005 M
Labour Union | Union
Economic Newsroom | Editor in chief | M. Y. Yu July 18, 2005 F
Daily News
Star Newsroom | Editor in chief | A. L. Kao July 19, 2005 F
Ming Sheng Newsroom | Editor in chief | K. M. Yang | July 21, 2005 M
Daily
Udn.com Newsroom | CEO Y.P.Liu July 21, 2005 M
and sales
United Daily | Advertising | Manager C.Lo July 22, 2005 M
News department
United Daily | Newsroom | Deputy, editor | X. Yi August 13, M
News in chief 2005
Ming Sheng Circulation | Deputy director | C. T. Yang | August 25, M
Daily department 2005
Ming Sheng Advertising | General C.R. Lin September 13, F
Daily department | manager 2005
United Advertising | Deputy director | R. X. Chang | September 15, M
Evening News | department 2005
United Newsroom | Executive G.J. Lo September 22, M
Evening News deputy editor 2005
in chief
United Newsroom | Deputy director | L. B. Chen September 23, M
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Evening News

2005

Table 3 Non-Management Level Respondents in the UDN Group (sorted by date)

CODE DEPARTMENT DATE OF GENDER
INTERVIEW

uJé Newsroom December 12,2005 | M
ulJs Newsroom December 21,2005 | F
ul7 Newsroom December 22,2005 | F
US3 Sales December 23, 2005 | M
UlJ8 Newsroom December 24, 2005 | M
Ul3 Newsroom December 27, 2005 | F
Ul4 Newsroom December 28, 2005 | F
UlJl1 Newsroom December 29, 2005 | M
US4 Sales January 12, 2006 F
US1 Sales December 30, 2005 | M
Us2 Sales December 30, 2005 | M
ul2 Newsroom January 11, 2006 F

The in-depth interviews of management level staff were conducted in June and July
2005 in their office in Taipei; and interviews with non-management level staff (i.e.,
employees) were conducted between December 2005 and January 2006 in the places

(normally coffee shops or restaurants they nominated) during field visits to Taiwan.
5.4 Interview questions

Interview questions followed a narrative structure. The study had several orienting
questions, which ultimately addressed all indicators identified in the section of
Theoretical Framework. Responses to these questions were sought from staff in both
news departments and advertising or sales departments. Responses to these questions
were intended to address professional journalism value and market performance value to
journalists and advertising staff. The questions were simultaneously intended to address
the journalistic value and market performance value to the management staff in selected
media groups.

In order to examine the opinions of non-management level staff as well as
management level staff regarding their attitude toward their companies’ human resource
management practices and the linkage with the company’s sustained competitive
advantage, the in-depth interview questions designed for employees and management
staff were made deliberately different. Management and non-management staff interviews

covered some similar content in regard to the questions described above.
59



BipEEEN % 8% 5% 3P 2007 117

Human resource management indicators identified in relation to sustained
competitive advantage were: (a) personal relationship, (b) knowledge, (c) job satisfaction,
(d) teamwork, (e) motivation, (f) organisational culture, (g) security, (h) organisation
commitment, (i) leadership, (j) skill, (k) employee development, and (I) employee
training.

The two sets of semi-structured open-ended in-depth interview questions were
sufficiently open to allow respondents to range over a wide variety of the issues,
especially when given supplementary prompting by the researcher. This explains why so
many indicators were covered by each question designed for understanding the above
human resource indicators in two selected news companies. The following sections

illustrate the two sets of in-depth interview questions separately.
5.4.1 Management staff interview questions

1.“What, in your view, is the difference between a product/service organisation and
a media organisation?”

The purpose of this question was to understand the respondents’ perceptions
regarding the importance of journalistic as opposed to commercial performance. Also, the
question tried to understand how and what kind of knowledge and skill was valued, and
what efforts have been made to improve employees’ job satisfaction.

2.“Do you perceive any conflicting aims between public interest and commercial
goals in your organisation?”

The purpose of this question was to investigate to what extent the management level
staff perceived market performance as part of their tasks? What was the characteristic of
their organisational culture? To what extent was organisation commitment obtained?

3.“What kind of organisational success do you regard as important in achieving and
maintaining your company’s sustained competitive advantage?”’

The aim of this question was to understand how respondents valued their
organisation’s success? How were teamwork and personal relationships built to achieve
the company’s success?

4.“To what extent is human resource valued and allocated in your organisation?”’

The purpose of this question was to determine the extent to which the organisation
valued their human capital, what motivation factors were used in the company’s human
resource allocation?

5.“Who is the most important person for you in the organisation? Why?” (e.g.,
individual happiness, personal career development, achieving the goals of the
organisation, etc.).

The aim of this question was to reveal the management staff’s place/fit in the
organisation and individual aims, and test leadership and employee training indicators.

6.“How do you see your organisation’s success?” (e.g., organisational profit, public
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interest).

The rationale for this question was to understand whether personal relationship and
employee development were considered helpful to the company’s performance.

7. “Comparing the present with ten years ago, do you perceive any difference
regarding the importance of human capital and importance of human resource
management?”’

The aim of this question was to investigate if organisation commitment and
motivations were transformed into organisational success.

8.“Who is responsible for human resource management in your organisation?”’

The purpose of this question was to understand if the leadership, employee training
and employee development were deployed to achieve the company’s success.

9.“How is human resource management deployed? Is that a part of the strategies for
your organisation’s sustained competitive advantage?”

The intention of this question was to investigate how teamwork, employee training,
and motivation were conducted to compete and outperform in the fierce competitive
marketplace.

10.“Can you identify major HRM indicators affecting your organisation’s sustained
competitive advantage? How does your company practice these indicators?”’

The aim of this question was to understand how many human resource indicators
were perceived to be important to the media company’s success and how the management

level staff implemented these indicators.
5.4.2 Employee (non-management level staff) interview questions

In the set of employee interview questions, the first six questions were the same as
questions posed to management level staff. However, the following question was asked to
investigate, in employees’ point of view, the extent to which employees’ knowledge, skill,
and leadership were essential.

The seventh question was: “To what extent is your work important to the success of
your organisation?”

Interviews were conducted by the researcher in Mandarin and were recorded in
electronic format to facilitate cross-checking of data and reconfirmation of points with
interviewees. Electronic records were transcribed as soon as possible after the interviews
and were reviewed by the researcher. Full verbatim transcriptions in Chinese characters
were made; moreover, selective English translations were made for analytic purposes.
Afterward, interview transcripts and electronic records were kept for the record and are
available upon request.

The transcripts of interviews were analysed and responses were grouped in
categories for analysis. On a higher level, interview data were analysed in the context of

the media industry framework. More specifically, the analysis focussed on how
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journalists and management executives in the newsroom valued their organisational
resources as well as performance; likewise, interviews with advertising account
executives and executive management of advertising department provided insights into
how these professionals assess their organisational success and consequently, examined

the organisational resources which could contribute to sustained competitive advantage.
5.5 Triangulation

As Patton (2002) notes, no single method can entirely solve the problems of rival
explanations. For this reason, he suggests that combining distinct elements from pure or
coherent methodological strategies is a means to generate the variations on the theme
researched.

The advantage of adopting multiple data collection methods is that research topics
can be examined from different perspectives, which helps to build confidence in the
findings (Wimmer & Dominick, 2003:115). In addition, “triangulation” is advocated by
Bromley (1986) and Yin (1994) (in Thomas, 2004:131) as a means to improve the
internal validity of case studies.

To enhance the validity and reliability of this research, triangulation of methods and
triangulation of sources were conducted in this study. Triangulation of data collection
methods included in-depth interviews and case studies. In the in-depth interviews,
different perspectives were collected from management level staff and non-management
staff as a part of methods triangulation method.

In addition, archival documents on the topics of media policy and human resource
management practice were interrogated throughout the thesis because they are important
for providing an overview of the research background. The documents to be analysed
include policy documents (government reports), economic (including industrial reports
and trade journals), cultural, social and technological documents (academic research
reports) which helped to provide historical and contemporary contexts.

Company performance were be assessed, as well as annual reports, human relations
reports, policy documents and internal and external corporate communication documents

(corporation newsletters, labour union newsletters and meeting records).
5.6 Analysis of interview data

Index sheets were developed in order to locate the full interview transcripts. The
index sheets contained some types of code which identified the transcript in which it has
been located, the page number of the specific transcript, and a brief verbatim excerpt.
Particularly, in this study, management level staff’s transcripts were coded by their
company title, department, position, and full name; non-management level staff and their
transcripts were coded by their company initial and department and number in order to

maintain respondents’ confidentiality and anonymity. For instance, the letter “U” stands
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for the case of UDN; “J” stands for journalists while “S” stands for sales department staff.

The number represents the respondents’ seniority compared with the other interviewees
within the same company’s department. Therefore, UJ1 stands for an interviewee who
was a non-management level staff, the most junior respondent in the newsroom of the
case of UDN. Likewise, US2 stands for second junior non-management level interviewee
at the sales department of UDN group.

When coding was completed, the data were grouped in categories that allowed the
researcher to compare what different people said, what themes were discussed, and how
concepts were understood. Through examining the information within each category, the
analysis came up with overall descriptions of the relationships between human resource
management practices and how these practices contributed to news organisations’
sustained competitive advantage.

Afterward, comparative analyses were used in investigating and clarifying the
related meanings. As Stake (2000:444) illustrates, case study researchers take
responsibility for making comparative cases in an attempt to acknowledge the difference
between groups. In this study, during the process of data analysis, as new data were coded,
the conceptual framework was revised based on constant comparisons between the coding
scheme and the data. Ultimately, the analysis provided a comparison of the two research
sites selected. The comparative analyses were divided into three accounts:
cross-department analysis, cross-position analysis, and cross-case analysis. More details
are illustrated below.
®  (Cross-department analysis: within the same organisation, comparison was made

between newsroom staff and advertising staff. Data collected from

non-management level staff and management level staff were compared with data
from newsroom and advertising department staff, in order to examine the difference
and similarities between the two groups.

®  (Cross-position analysis: within the same organisation, comparison with
management level staff and non-management level staff was made. Data collected
from management level staff in the newsroom were compared with data from
non-management level staff in the newsroom of the same organisation, in order to
investigate the difference and similarities between the two groups.

Analysis moved to identify concepts and categories and to identify larger themes. In
this study, major variables in analysis were company, department, and position. Many of
the codes in the analysis categories were determined by the 10 human resource
management indicators identified earlier. Coded sections of the transcriptions were
created for eight groups and broad themes were developed for each group. As Rubin and
Rubin (1995:226) have suggested, comparative material within the categories was used to

look for variations and nuances in meanings expressed by respondents; besides,
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comparing across the categories was conducted to discover connections between themes

in relation to human resource practices.
5.7 Limitations

Although this research adopted multiple methods to investigate the issues raised in
the study, a total of 25 interviewees were drawn from the media group as key
representatives of the organisations. As such, the sample may not be considered either
large or representative. In other words, the research result might appear only reflect the
two selected media companies. Therefore, the sample size might be unrepresentative and
as such the results may not be generalised to the media companies in Taiwan. However,
in qualitative research “thick description” can occur more often through the quality of the
observation or utterance than through the sheer weight of a large sample summarising the
population. In this study, emphasis was placed on studying the staff who constituted the
core elements in terms of decision making powers and knowledge of the HRM policies
and practices.

In addition, the two companies’ chief executive officers were unable to participate
in the in-depth interviews. Their absence may be somewhat a drawback on the
management-level perspectives of the two companies’ human resource strategies.
Moreover, as the time spent in the field was limited, field observations were not

conducted as a supplementary data collection method.

6. Results

Newsrooms’ top management level staff, including the group’s five newspapers’
editors-in-chief as well as the general manager of the Human Resource Department were
interviewed in order to understand the human resource practices in their departments.
However, their deputies were interviewed whenever any one of them was unavailable.
Respondents were asked the same questions in relation to their conceptions about the
success of news organisations and the current situation about journalistic human resource
management practices in order to discover their organisation’s sustained competitive
advantages and disadvantages.

The principal categories emerging from management level staff’s statements about
their company’s human resource management perceptions and practices were: (1) A
company highly regards its social influence and experienced journalists, (2) Employee
training and development affect the group’s performance, (3) Quantitative and market
oriented performance evaluation, (4) High pay policy contributes to senior employees’
organisational commitment, (5) Good personal relationships, poor leadership, (6) Quest

for workforce vitality. These category sets are discussed below.
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Eight journalists across UDN group were interviewed in order to understand their
perceptions in their newsrooms. Respondents were asked the same questions in relation to
their conceptions about the success of news organisations and the current situation about
journalistic human resource management practices in order to discover their
organisation’s sustained competitive advantages and disadvantages.

The principal categories emerging from non-management level staff’s statements
about their company’s human resource management perceptions and practices were: (1)
HR was viewed as the most important capital of the company, (2) Employee training and
development help to retain talented workforce and to maintain organisational
performance, (3) Intrinsic rewards from social influence and organisational success, (4)
High pay policy resulted to high staff satisfaction and organisational commitment, (5)
Improve communication between superiors and subordinates, (6) A strong
organisational culture of teamwork,

Advertising sales departments’ top management level staff were interviewed in
order to understand the human resource practices in their departments. However, their
deputies were interviewed whenever any one of them was unavailable. Respondents were
asked the same questions in relation to their conceptions about the success of news
organisations and the current situation about human resource management practices in
order to discover their organisation’s sustained competitive advantages and
disadvantages.

The principal categories emerging from management level staff’s statements about
their company’s human resource management perceptions and practices were: (1)
Journalism performance underpins sales performance, (2) Improve sales personnel’s
competencies, (3) A family-like workplace at UDN, (4) Optimise HRM practices. These
categories sets are discussed below.

Four advertising sales personnel were interviewed in order to understand their
perceptions in their departments. Respondents were asked the same questions in relation
to their conceptions about the success of news organisations and the current situation
about human resource management practices in order to discover their organisation’s
sustained competitive advantages and disadvantages.

The principal categories emerging from non-management level advertising sales
staff’s statements about their company’s human resource management perceptions and
practices were: (1) Confidence in their organisation, (2) Training programmes: provide
customised products, (3) Supportive and understanding superiors are always important, (4)
A combination of bureaucratic and clan culture, (5) Optimise staffing in a lean
organisation.

The in-depth interviews with management level and non-management level staff

provided a large amount of valuable information and good insights into the nature of their
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work at a quality newspaper group in Taiwan.

Some journalists regarded newspaper as just another business. Although the
business performance of media companies is evaluated mainly by sales, advertising
revenue, and profits (Croteau & Hoynes, 2006:1), yet in other aspects, political influence
and public opinion diversity earned even higher value than making profit.

More importantly, interview results conform that the ‘market-oriented,
reader-friendly journalism’ trend (Underwood, 1993:118-19) “led to a decline in
journalism quality and journalists’ morale at the same time” (Lawe Davies, 1999:57). If a
media organisation is focused on making profit, they should be aware that the impact on
journalism quality and staff’s morale will ultimately result in declining profit, too.

Respondents showed their loyalty and commitment to the UDN group, these were
reflected on their pride in working for UDN. A majority of respondents claimed there was
no better organisation to work for in the same industry other than the UDN.

Similarly, while employees in the advertising departments within the UDN group
still regarded the ‘quality press’ as the essential factor in making a successful news
organisation. However, the updated knowledge and creativities of marketing services
competence cannot lag behind improving an old media group’s sustained competitive
advantage.

In addition, organisational remuneration system contributed to attracting and
retaining talented staff; organisational commitment, organisational culture, employee
training, and the reward system were the most important indicators of the company’s

human resource management.
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Table 4 Summary of Human Resource Management Strengths

DEPARTMENT STRENGTHS
Editorial ® Journalism performance.
department-- ® Talented journalists (experienced journalists, tacit knowledge)
management staff ® High organisational commitment.
®  Organisational culture of teamwork.
®  Good personal relationships.
Editorial ® Brand equity and high ‘quality’ journalistic performance.
department-- ® Employee training and development played the role of
non-management retaining talented workforce, and maintaining organisational
staff performance.
® Intrinsic reward from social influence and organisational
success.
® Motivation and job satisfaction (enjoyed more job autonomy.
®  Organisational culture (a supportive climate and teamwork
culture).
® Integrated database as a great support to journalists’ work.
Advertising and ®  Organisational culture (a family-like workplace).
sales departments--
management staff
Advertising and ® Agreement on “quality press can make profit as well”.
sales departments-- | ®  Move slowly, but sturdy.

non-management
staff

Table 5 Summary of Human Resource Management Weaknesses

DEPARTMENT WEAKNESSES
Editorial ® Management function had been ignored for long especially in
department-- the editorial departments.
management staff ® The age gap between young and old journalists.
® Managers had inadequate management ability or attention
because they valued themselves as the “literati” rather than
business managers.
® Journalistic leaders and directors need more management
training.
®  Quest for better human resource allocation.
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Table 5 Summary of Human Resource Management Weaknesses (continued)

Department Weaknesses

Editorial ®  Market-orientation strategy lowered job satisfaction and
department-- journalistic autonomy.

non-management ®  Gap between junior and senior journalistic staff.

staff ® Journalists without administrative tasks complained about

their workload.

® An increasing need for survival as a threat to journalism.

® Declining employee satisfaction.
®  Survival as a criterion of success—a fundamental and critical
issue.
® Employee regarded training as a burden.
Advertising and ®  Departmental egoism.
sales departments-- | ®  Sales personnel lack updated competency.
management staff ® (Obedient employees to some extent lack of creativity and
innovation.
® Not fairly paid.
Advertising and ® Did not foster and train advertising personnel.
sales departments-- | ®  Product placement in news coverage impact news objectivity.
non-management ® Employee training.
staff ® Need supportive and understanding superiors.
® Relying too much on news performance, ignored the AE’s

training and competency, and incentive.

® Optimising staff levels in a lean organisation.

7. Discussion and Conclusion

The central theme of this research is to explore to what extent media organisations
see ‘human capital” as the most important resource of a news organisation, and the extent
to which human capital is deployed to achieve ‘sustained competitive advantage’ by
Taiwanese news media.

This study has addressed a number of key research questions relating to how media
companies in Taiwan practice HRM in order to obtain sustained competitive advantage.
Research questions are restated below and answered one by one.

RQ 1: Following Taiwan’s media ‘liberalisation’, to what extent do news
organisations in Taiwan recognise that they serve public interest and commercial goals in
a potentially contradictory relationship?

News media, especially the press, always carry the role of improving political
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democracy, but when they encounter problems that threaten the media company’s
survival, are there any conflicting aims? With the advent of new media competition, a
media company should achieve its role of social responsibility on the one hand, and seek
profit for sustaining itself on the other.

The liberalisation of Taiwan happened virtually overnight and news organisations in
Taiwan recognise that ‘serving the public interest’ is an ideal goal. However, when media
firms face a freer and more competitive marketplace within and between different media
platforms, there was also a need to pursue the balance between journalistic and
commercial goals. This has been a harsh challenge.

As a consequence of media liberalisation, old established media companies such as
the United Daily News group cannot be protected as an oligopoly by a regulatory
framework unless HRM 1is given sufficient attention. In the beginning of the media
liberalisation, media companies used high salaries and benefits to retain and attract talent.
However, when the sales gradually went down from 1999, a majority of media managers
showed a greater propensity to pursue commercial goals rather than the quality of
journalism. This phenomenon confirms Potter’s (2005:180) argument on media operation,
“as a business, profit is the payoff or reward for doing business”. The arrival of a tabloid
newspaper Apple Daily in 2002 which gradually became the top selling newspaper in
2006, threatened journalism practices. Consequently, serving the public interest has
become merely a slogan and the practice of journalistic quality was left behind, at least, in
most of the Taiwanese news organisations. Not surprisingly, when survival became a
central issue in the media industry, almost all media companies adopted diverse HR
strategies, treating staff as a cost rather than capital. It is noteworthy to point out that the
central value of the news organisations is grounded in their social influence and important
role in a democratic society. For that reason, serving the public interest is not only an
obligation, but also can be considered as an access to gain “the potential to exert political
or social influence through their media.” (Bates, 1998:80)

RQ2: Do Taiwanese media organisations see ‘human capital’ as the most important
resource of a news organisation?

The research findings showed that journalists and advertising sales staff were both
considered by media managers as major ‘human capital’. Traditionally, journalists are
recognised as the single element of a news organisation’s talent pool.

However, the shifting of media market structure has dramatically changed the
conduct of Taiwanese media companies as well as the role of journalists in their
organisations. In addition to journalists, following the trend of market orientation and
profit maximising, increasing attention has been paid to the commercial staff, namely,
advertising personnel. It was recognised by media companies that advertising sales staff’s

personal relationships with key clients were critical to the advertising performance.

69



BipEEEN % 8% 5% 3P 2007 117

Moreover, their creativity and innovation are essential competencies to generate news
organisations’ lifeblood, advertising revenue. The shifting from editorial centred to
commercial centred strategies has dragged media executives’ attention to non-journalistic
workers, which in turn, has impacted on journalistic practices. In this light, the definition
of ‘human capital’ in media companies not only refers to journalistic workers, but also
includes advertising sales personnel.

RQ3: To what extent is ‘human capital’ deployed and implemented by Taiwanese
news media to achieve ‘sustained competitive advantage’?

In addition to journalists, advertising sales personnel were included in the talent
pool by news organisations. The view of human resources as a pool of capital implies a
change in the perception of costs in media companies’ human resource management
practices. If human resources are a source through which managers can develop a
sustained competitive advantage for news organisations, then these costs might be treated

as an investment. The investment will generate revenue in the long term.

8. Recommendations for future researches

The purpose of this study was to examine human resources as a source of sustained
competitive advantage from the standpoint of the firm. Using the theoretical concepts
from the resource-based view of the firm proposed by Wernerfelt (1984) and Barney
(1991), this research proved that human resources can be a source of sustained
competitive advantage for media firms because they meet the criteria of being valuable,
rare, inimitable and non-substitutable. One can conclude that as the media industry is a
cultural and knowledge industry, a differentiation strategy is the best strategy adopted by
media companies rather than a cost leadership strategy. In addition, human resources are
characterised by causal ambiguity, social complexity and unique historical conditions.
Competing firms cannot successfully imitate human resource practices to obtain the same
sustained competitive advantage. In this sense, human resources are always a potential
source of sustained competitive advantage (Wright, 1998).

This study adopted a qualitative research approach, examining journalists and
advertising personnel in two Taiwanese media groups through in-depth interviews with
management level staff and non-management level staff in both editorial departments and
advertising sales departments. Further research is suggested to look at human resource
management by examining other media companies in Taiwan in order to obtain a broad
perspective. Besides, study in most of the media workforce especially the
non-management level staff would be helpful to formulate HR policies and strategies.

Adopting more in-depth qualitative approaches, ethnography, for example, media
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companies could explore more insights of the HRM practices in Taiwanese media
companies.

This study provides researchers and media managers with information regarding
how to develop their human capital within the context of the human resource
management system. Proof of these relationships should provide media managers with
information that will guide the implementation of human resource management practices
that will positively influence the performance of their employees and ultimately result in
gaining news organisations’ sustained competitive advantage. Additionally, researchers
may use this information to build consensus regarding the measurement of human

resource management systems and the firm’s performance in media organisations.
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A Study of Factors Affecting User to Play the
Free Online Game

Chung-Yang Liu*
Hsin-Chien Chen?

Abstract

Online game is pushed to develop vigorously as a result of the advance of
the technology of internet. But in recent years, because online game industry in
Taiwan has stepped into a maturity stage, and the type of most online games are
just like the same, caused the game growth rate begine to glide down. In order to
find the strategy to gain the profit, the game company promoted “free” online
games to attract consumers. Free online game means consumer can play games
without paying anything every month, the way to gain the profit from this kind of
games is to sell items and gems. Although the success or failure of this operation
modle is unknown, free online game still make all online game market shock.

Because of this situation, the propose of this research is to realize what
factors affect users to play free online game. Therefore, the basic theory of this
research we use is Technology Acceptance Model (TAM). Beside, the research
extend others factors in order to increase explanatory power, including system
quality, game quality, social influence, perceived playfulness, perceived sacrifice
and personal innovation. Through the questionnaire on the website, we effectively
collected the data from 486 users, and used Structural Equation Modeling (SEM)

to analyze and discuss it.

"Assistant Professor and Chair, Department of Information and Communication, Ming Chuan
University

? Graduate Student, Graduate School of Communications Management, Ming Chuan University
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The result of this study find that the factors influence users’ intension to use
are attitude toward use, system quality, perceived playfulness, perceived sacrifice,
and personal innovation, the explanatory power is 71%. Beside, affecting users’
attitude are perceived usefulness, perceived playfulness and personal innovation.
Just like TAM theory, perceived ease of use would affect perceived usefulness.
Finally, all of the influence factors, perceived playfulness is the most important
factor on users’ intension to use. That means what user care about when he choose
to play free online game is whether the game can give him fun and interesting

feeling or not.

Keyword: Online Game, Technology Acceptance Model, Structural
Equation Modeling, Pay System
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Human Resource Flexibility Strategy and
Organizational Performance of Impact
on Organizational Characteristics

Chi-Wei Wu*
Hsin-Lan Chuo?

Abstract

Global human resources outsourcing has become a trend and has
impacted the traditional human resources market. Especially in US and
Europe, they have been practicing this outsourcing for years and are pretty
mature in the industry. In recent years, because of the impact of cyclical
fluctuations in Taiwan industry, many companies had laid off their employees
in order to bear a huge labor cost during a fast drop of cyclical fluctuations.
Plus, for a long-term labor cost consideration, more and more companies have
moved out their production line to a lower labor income area to reduce their
labor cost. Although industries are using various methods to reduce their labor
cost, they cannot store or extend the labor. By facing a speedy cyclical
fluctuations, how Taiwan industry can seek flexibility in labor operation,
arrange the most appropriate staffing and plan human resources flexibility
strategy are become a major challenge.

Human resources flexibility strategy is the main topic in this study. The
target research group is the companies that have the demand of human
resources outsourcing either in the current or within a year in the future. 117
out of 200 surveys were useful and had statistical analysis and the return rate
was 61%.

The analytical results are as follows:

The industries have adapted atypical worker alternation (human

1 Associate Professor, Department of Broadcasting, Ming Chuan University
2 Graduate Student, Graduate School of Communications Management, Ming Chuan University

134



R FEIEE RO E TE SRR 53 U

resources outsourcing) in this year is 82.91%. The information technology
industry is the most in which is 40.21%, follow by the finance services
segment which 1s18.56%.

The average and standard in industry analysis in human resources
flexibility strategy, the level of applying to functional flexibility strategy, time
flexibility strategy, and numerical flexibility strategy in the media and
educational industries is higher than other industries.

Some of organizational characteristics, such as the business income, the
number of employee and whether there has an independent human resources
department, are all have an outstanding connection with applying human
resources flexibility strategy. Although some of Taiwanese scholars prove the
organizational characteristics have an outstanding connection with human
resources flexibility strategy, some of organizational characteristics, such as
the type of industry, the capital and the years of company has founded, don’t
show an outstanding connection with human resources flexibility strategy.

The interaction between organizational characteristics and human
resources flexibility strategy has a connection with organizational
performance. The capital and functional flexibility strategy, the years the
company has founded and numerical flexibility have an outstanding
connection with organizational performance.

This study also shows the limitation of research and the follow-up
research could add job characteristics or organizational culture...etc. as the
research variation. There are more topics for discussion deeply; such as to
understand how the research variation would affect worker flexibility
application. Furthermore, this research also provides some practical
suggestions for the industries that purpose to apply human resources

flexibility strategy.

Keywords: Organizational Characteristics, Human Resources Flexibility
Strategy, Functional Flexibility Strategy, Time Flexibility
Strategy, Numerical Flexibility Strategy, Salary Flexibility
Strategy, Organizational Performance.
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